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FOREWORD

As the work of prisons, jails, and community corrections grows more com-
plex and comes under increasing public scrutiny, it becomes more impor-
tant that we think, plan, and manage strategically and better understand

our work cultures. This guide, a product of the National Institute of
Corrections’ (NIC’s) Institutional Culture Initiative, presents a model
designed to produce higher quality work, build collaboration and interde-
pendence, create safer and more secure environments, and, ultimately, help
correctional facilities move strategically toward a more positive culture that
will improve the quality of life for both staff and offenders.

This is not strategic planning as you know it. The model is designed for
implementation at the facility level and is grounded in the understanding
that the most effective strategic planning incorporates an examination of
the facility’s organizational culture. Accordingly, the model involves staff
at all ranks and from all parts of the facility in the work of exploring their
facility’s culture and setting its direction within the context of the depart-
ment’s vision, mission, and goals.

Like other models of strategic planning, this model leads to the develop-
ment of a written plan, but it does not end there. The model’s design pro-
motes the development of the staff’s ability to think strategically—to see
the long-term consequences of their decisions and actions and understand
the impact of those decisions and actions on the facility as a whole.
Strategic planning thus becomes a dynamic and ongoing process for deal-
ing with recurring and new challenges in the facility.

This guide also provides a strategic management model to help your facility
implement its strategic plan. The strategic management model is designed
to build the capacity of managers and staff to think, manage, and respond
strategically, thereby ensuring that the decisions and actions of everyone in
the facility reflect the mission and vision set forth in its strategic plan.

The support of the central office is important to the success of an individ-
ual facility’s strategic planning and management initiatives. State correc-
tional agencies can provide some of the data and expertise a facility might
need and help communicate the importance of planning and culture exami-
nation to staff and other stakeholders. NIC encourages state agencies to
support their facilities that enter into this work.
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NIC is pleased to share this guide with you. You may want to work only
with the planning section or only with the management section. If you are
looking for a “quick fix” or a shortcut, this guide is not for you. However,
if you want to challenge people throughout the facility to think and manage
strategically, to help them see how planning can benefit individuals as well
as the facility, to explore the culture of your facility and set the direction
for change where it is needed, to increase collaboration and communication
throughout the facility, and to develop a blueprint for managing that will
move the facility forward—then this guide will serve you well.

Morris L. Thigpen
Director
National Institute of Corrections



PREFACE

The models of strategic planning and management presented in this guide
were developed as part of the National Institute of Corrections’ (NIC’s)
Institutional Culture Initiative. NIC recognized that the problems so often
experienced by state correctional agencies and facilities were symptoms of
more profound issues. To address these issues in a way that would achieve
more lasting results required going beneath surface symptoms to begin to
identify, understand, and address underlying issues and causes.

To this end, NIC acknowledged the importance of examining the culture of
the facilities where problems occurred. By culture we mean the values,
assumptions, and beliefs the people in an organization hold that drive the
way they think and behave within the organization. NIC believed that
encouraging facility managers and staff to dig below the surface—not just
to look at what is happening but, more importantly, to discover why—could
help them bring about more lasting and profound change.

The Institutional Culture Initiative focuses on the major influences in
developing a positive culture within state correctional institutions. NIC
funded five projects under the initiative: Institutional Culture Assessment;
Mission Change; Strategic Planning, Management, and Response; Leading
and Sustaining Change; and a course entitled “Promoting a Positive
Corrections Culture.” The agency also later funded an evaluation of these
projects to determine how successful they were in meeting the goals of the
initiative.

This guide was developed under the Strategic Planning, Management, and
Response project, which encompassed six tasks:

1. Identify or develop a strategic planning model/process useful to
facilities.

2. Develop a strategic management model/methodology to be used in
facilities.

3. Develop a strategic response model/methodology to be used in
facilities.

4. Prepare a guide that provides detailed and specific information and
materials that allow facilities to use the models and train staff in their
application.

5. Develop a process to measure the effectiveness of the models.

6. Write a literature review summarizing information related to strategic
planning, management, and response.
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The project team began by developing a survey about work related to
strategic planning, management, and response. We received responses from
all 50 state correctional agencies. The team also reviewed strategic plan-
ning documents from a number of states to understand their planning
process and outcomes.

Highlights of the survey findings include the following:

B Forty-five of the fifty state correctional agencies (90 percent) had been
and were currently involved in strategic planning.

B The personnel involved in the planning process in most states were
agency leaders (95 percent of the states), wardens/administrators
(89 percent), senior managers (91 percent), and middle managers
(75 percent). Less than half of the states (39 percent) reported involving
line staff.

B Most states assigned responsibility for implementing the strategic plan
to agency leaders (95 percent), wardens/administrators (64 percent), and
senior managers (61 percent). Less than half (39 percent) said that mid-
dle managers were responsible for plan implementation, and less than
15 percent indicated that staff were responsible.

B States expected a variety of outcomes from their planning process.
These included better decisionmaking (84 percent), increased efficiency
(80 percent), improved organizational communications (77 percent),
improved understanding of agency/facility functioning (70 percent),
increased effectiveness (66 percent), enhanced leadership capacities
(61 percent), increased public support (59 percent), and improved public
relations (57 percent). Only 39 percent of the agencies said they expect-
ed to gain more resources.

In reviewing the data, the team identified a subsample of 20 states from
which we wanted to gather additional information. We reviewed these
states’ strategic plans along with manuals that the states had developed to
guide the planning process and define its necessary components. Some
states had done strategic planning only at the agency level (bureau or
department). A few had done strategic planning at the facility level. Some
had excellent experiences with strategic planning, while others had unsuc-
cessful experiences. Some said they were engaged in strategic manage-
ment, and many others indicated they were not.

The formal planning documents reflected a similar approach to planning,
which culminated in a document that could be used to guide the agency’s
work for several years and assess progress toward achieving the agency’s
objectives. Although there were differences in the format of the state plans
we reviewed, most contained mission and vision statements and a discus-
sion of the values that underlie them, goals, objectives, and action plans.
Some plans included information from a SWOT analysis (an examination
of internal strengths and weaknesses and external threats and opportuni-
ties). Some identified strategic issues; some explored trends that might



affect the state’s correctional system. Some included various scenarios the
department might face. Some clearly defined outcomes and performance
measures; others did not. Some plans were formatted as well-designed pub-
lications, whereas others were simply posted on the state’s Web site.

Based on telephone interviews with people from these 20 state correctional
agencies, the team identified 4 agencies about whose experiences with and
hopes for strategic planning and management we wanted to learn more.
The team made site visits to these four states, during which team members
met with management and staff in the central office and at the facility level
to learn more about their experiences with strategic planning and (in two
states) its relationship to culture examination. The information gathered in
these interviews helped the team develop the models of strategic planning
and management presented in this guide.

At the same time, three members of the team conducted a review of the
literature about strategic planning, management, and response to determine
the essential elements of strategic planning processes and their application
in the management of organizations. The review (see appendix G) extended
to the subjects of organizational culture, leadership, change, and assess-
ment and performance measurement—all essential to comprehensive strate-
gic planning. Most of the material the team found came from the private
and public sectors and was unrelated to corrections. The bibliography in
this guide also reflects the depth and diversity of the literature review.

The literature review uncovered numerous definitions of strategy, being
strategic, strategic planning, and strategic management. Many schools of
thought on these subjects and many models of strategic planning and, to a
lesser extent, strategic management have evolved over the past 50 years.
Most of the models eventually cover the same kinds of information, which
only rarely includes information about an organization’s culture. Some
models focus on establishing a marketplace niche and competitive
advantage. Some emphasize an organization’s need to be responsive to

its environments. Some place the primary (in a few instances, the sole)
responsibility for developing a vision and plan on the leader. Some involve
external stakeholders; many do not. Some are linear, moving clearly from
one step to another, while others are convoluted and complex. Some
require a great deal of quantifiable data. Some explain what to do once an
organization develops its plan, while others go into great detail about meas-
uring outcomes. Some are prescriptive about what the plans should involve;
others are descriptive about how to do the work. Most recently, a few writ-
ers have addressed the importance of organizational learning and culture
examination.

Based on the information gathered from the survey, interviews, site visits,
and literature review, the team determined that corrections would be best
served by new models of strategic planning and management specifically
designed for the field. We knew the models had to:

PREFACE
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B Be facility specific.

Incorporate lessons learned while offering fresh perspectives on the
challenges facilities face.

Have strategic thinking at their core.
Include the work of culture examination.

Address issues of leadership, management, and change.

Stimulate enthusiasm and energy for the work by offering new
approaches and perspectives.

Allow for flexibility and adaptability to changing environments.

B Involve staff at all levels and from all departments and, where possible,
offenders.

B [nitiate an ongoing process that encourages the emergence of new issues
and strategies to deal with recurring and new challenges.

We also knew the models had to be dynamic, multidimensional, highly
interactive, and free of jargon from other fields.

The new models of strategic planning and management presented in this
guide meet these criteria. Using the familiar puzzle Rubik’s Cube® to
recast strategic planning and management as a process of building culture,
the models:

B Deal with aspects of organizational culture—history, leadership,
management, interpersonal relationships, stakeholders, and the
environments in which facilities function—as well as with the basics
of planning.

B Can be used to begin or sustain the process of culture change.

B Make individual and organizational learning and strategic thinking
integral parts of strategic planning and management.

B Provide the opportunity for staff to identify changes that can be made
easily and incrementally during the strategic planning/management
process, thereby demonstrating the potential for positive change.

This guide presents the Rubik’s Cube® Models of Strategic Planning® and
Strategic Management©, the concepts and principles on which they are
based, and detailed information on how to implement them. Although
developed for correctional facilities, both models are applicable to any
correctional setting. The work itself is team based and calls for the partici-
pation of staff from all levels and all departments. It is intended to lead to a
variety of interim products in addition to the development of a comprehen-
sive strategic plan and a plan for managing and responding strategically.

It is also intended to increase staff communication, commitment, and
collaboration and improve the quality of life for staff and offenders.



In 2003-2004, both models were pilot tested at the Westville Correctional
Facility in Indiana. Westville has a staff of 1,000 and houses more than
2,800 offenders on a site covering 720 acres. Preliminary findings indicate
positive changes in many aspects of facility life, including more effective
management and leadership, greater staff investment in the facility,
increased communication and cooperation, and less apathy. Offender
grievances, escapes, and violent incidents decreased, and offender program
completions increased. During the pilot test, Westville was also preparing
for American Correctional Association accreditation. They are convinced
that their strategic planning process was a major contributor to the very
high scores they received when they were accredited.

Strategic planning has long been a central office function in state correc-
tional agencies, but more individual facilities can benefit from taking on
the responsibility of developing their own strategic plans in the context of
their agency’s mission, vision, and mandates. We hope that as you come to
understand the models and implementation process described in this guide,
you will see their value for your facility. We hope that the enterprise of
building culture strategically provokes strategic thinking around your facil-
ity, meaningful examination of your culture, and ongoing productive com-
munication and collaboration. We hope that all the staff will be committed
to a new way of seeing and doing their work and will have a renewed sense
of the importance of their contribution to the safe and effective running of
the facility. We hope your work leads to more effective offender programs
and services and, ultimately, a safer and more secure facility and a better
quality of life for staff and offenders.

Carol Flaherty-Zonis, M.A., ML.S.W.
Project Director
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MESSAGE FROM THE SUPERINTENDENT
OF THE PILOT SITE

As the superintendent of a facility that has worked with the strategic plan-
ning and strategic management processes presented in this guide, I can
assure you that building culture strategically is not for the faint of heart. It
takes care, trust, enthusiasm, and commitment. You don’t always see imme-
diate results. Sometimes you find out how dysfunctional your culture really
is, and that can be frightening. However, avoiding culture examination and
strategic planning will surely limit your individual success as a superin-
tendent/warden and your facility’s success as a correctional institution.

You have to care about the process and demonstrate trust. As staff begin the
work, they tend to reach for the “low-hanging fruit”—things that can be
done quickly and easily. You must address these issues so that everyone
knows the leadership is behind the process and engaged. Staff must trust
leaders as well. To truly address culture, staff have to feel that they can be
honest and open in their communications. This may be the most important
factor in building a functional culture. As staff become engaged in the
process, they will begin to care about building culture strategically and
trust the leadership in the facility. At Westville, we observed tremendous
growth as staff became engaged and began the work. As the work devel-
oped, the “low-hanging fruit” went by the wayside and correctional best
practices began to develop.

It is also imperative that the superintendent show enthusiasm for the work.
The nature of the process of building culture strategically is to engage
everyone in the facility. By demonstrating enthusiasm from the top, the
superintendent sets the stage for success. Staff throughout the facility will
become excited about the process and the work they are doing. You will see
a facility full of energetic staff who will be focused on making a positive
impact on the job.

Commitment to the work is also important to ensuring success. Naysayers
and others will question your commitment to making change. This is a nat-
ural response from those who may feel threatened by change. It is essential
that everyone in the facility knows you are committed to making the insti-
tution’s culture a positive one from the first day. There will surely be times
when your commitment is challenged because you have made a decision
that some people do not accept. However, it should be clear that making an
unpopular decision does not mean that you are not committed to making
change.
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As the culture of your facility becomes a positive one, you will notice
changes in staff’s attitudes, approach to the work, ability to accept and
implement change, and capacity for systems thinking. Westville also had
improved communications and better interdepartmental relations, and the
offender population described a higher quality of life throughout the
facility.

Ed Buss

Superintendent, Indiana State Prison

Former Superintendent, Westville Correctional Facility
Indiana Department of Correction
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INTRODUCTION

Let’s face it. Strategic planning often is not strategic. Organizational plan-
ning commonly is assigned to a small group of people, usually those in
formal leadership positions, who may seek little input from people who do
the work every day. The result is frequently a repackaging of what staff are
already doing and of the programs and services the facility already offers.

If you have participated in other planning processes, you may be familiar
with some or all of the following steps in planning:

B [dentify the values of the facility.
B Create a mission statement based on those values.

B Conduct a SWOT analysis (look at your internal strengths and
weaknesses and the opportunities and threats from your external
environment).

Create a vision statement.
Define success for your facility.

Conduct a performance review of current programs and services.

Do a gap analysis (look at the difference between where you are and
where you want and need to be).

Set goals.
B Do contingency planning (look at the “what ifs”).

B Develop action plans (identify who is responsible for doing what and in
what timeframe).

B Design a process for monitoring, evaluation, and feedback.

When these steps were completed, you had a plan—a good package.
Unfortunately, too often it was a package no one looked at again. People
did not use it to make management decisions. It did not help when you had
to respond strategically to a situation. It did not enhance the way people
led, managed, and supervised and did not mean much to staff because they
likely had no part in creating it. Ultimately, nothing much changed about
the way the facility operated.

Has this been your experience?
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Strategic planning,
management, and
response are
interdependent. You
need to manage
effectively while you are
planning; at the same
time, the changes
brought about by your
planning process are
likely to have a positive
effect on the managing
of the facility.

This guide introduces a new way to do strategic planning—one that will
help you:

B Chart a new course for your facility that builds on your staff’s strengths,
identifies what might need to change, and maintains what works.

B Think about new options that might work even better for staff,
offenders, and the facility overall.

B Create a vision and summon the commitment to achieve it.
B [ ead and manage efforts to improve the quality of life in your facility.

B Plan how to react to changing circumstances in ways that will move you
closer to your mission and vision.

B Develop leadership throughout your facility.
B Enhance communications and decisionmaking throughout your facility.

B Develop a plan to which staff can be fully committed because they have
been involved in developing it.

This approach, called building culture strategically, involves more than the
traditional steps in strategic planning because it is designed to help you
understand why people in your facility do what they do—that is, the
culture of your facility—achieve your potential as individuals and as a
team, build a more collaborative environment, and create a safer and more
secure facility.

The guide also presents a model for developing your facility’s capacity

for strategic management and response that will help you integrate your
strategic plan into the daily life of the facility. (Note: Although this guide
is addressed to correctional facilities, the models it presents are applicable
in any correctional setting.) The work of strategic planning is to look at the
current reality of the facility, define its needs, examine its culture, and
establish its future direction. Completing this work and developing a strate-
gic plan that describes the process, its outcomes, and your vision for the
future of the facility are significant accomplishments. However, to imple-
ment the plan effectively, facilities also need to consider how to manage
and respond strategically—that is, to make decisions and take actions that
both keep the facility safe, secure, and stable and address the needs of staff,
offenders, and other stakeholders as the facility works toward achieving its
vision.

Strategic planning, management, and response are interdependent. You
need to manage effectively while you are planning; at the same time, the
changes brought about by your planning process are likely to have a posi-
tive effect on the managing of the facility. And you always need to be able
to respond effectively, efficiently, and, hopefully, strategically, to crisis
situations as well as to the everyday operating of the facility. Developing
leadership, examining culture, dealing with change, building effective com-
munications, building a collaborative environment—all are part of strategic
planning, management, and response.



INTRODUCTION

Oh No, Not Strategic Planning!

People frequently react negatively to the words “‘strategic planning,”
but these words describe an activity often used in daily life. For
example, think about how your home looks now and how you might
want it to look in the future. Perhaps you have seen photographs of
homes in magazines or have a friend whose home you admire.

If you want to renovate your home, you need to ask a number of
questions: With whom do you have to talk? What do you have to
learn? What resources will you need to make it happen? How can
you plan to get what you need? Will you take out a home equity loan
or use your savings? As you consider the design, you may think
about members of your family who might benefit from the changes
you are considering and about how you can best involve them in
planning the renovations.

All of these questions are part of planning strategically for the home
you desire. Clearly, they are just the beginning of the questions you
might have to ask for your home improvement project. Once you
have developed your plan, you have to be vigilant in the manage-
ment of all aspects of the work. Strategic management helps you
keep the renovation process moving toward your vision of your ren-
ovated home and anticipate the challenges you might face along the
way. Strategic response helps you deal effectively with the obstacles
that do arise. All of these activities—planning, management, and
response—require strategic thinking.

In short, strategic planning is a process we engage in more often
than we may realize. For answers to common questions and con-
cerns about strategic planning, see appendix A, “Frequently Asked
Questions and Myths About Strategic Planning.”

Strategic Planning That Makes a
Difference

Basing current strategies on past experience can be productive but can also
lead to a static organization in which people continue ineffective practices
or fail to be innovative. To be worth the time, energy, and resources that it
requires, the planning process must do more. It must make a difference—a
difference in the way people lead and manage, in the decisions they make
and how they make them, in the sense of commitment they bring to their
work and to being the best they can be (both individually and as a staff),
and in their willingness to think of the whole rather than just the part for
which they are immediately responsible.
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Strategic planning must be about more than putting together a document to
satisfy a mandate. Being strategic requires:

B Examining the culture as it is and could be, including the leadership,
management, and supervision.

B Recognizing the good and the not-so-good in what you have and how
you operate.

B Exploring and ensuring a continuous flow of new ideas, methods, and
practices.

B Thinking in new ways, seeing the relationships among all the parts of
the facility, and planning in the context of your internal and external
environments.

B Taking an honest look at the challenges you face and the strengths and
competencies you and your staff bring to those challenges.

B Recognizing the importance of the offender culture, particularly its
impact on your facility’s culture and security.

B Understanding the impact of the facility culture on offender behavior
and, therefore, on the security of the facility.

B Establishing measures of success, tools to evaluate outcomes, and
mechanisms for ongoing measurement and feedback.

B Developing a plan to manage change.

B Building long-term commitment to strategic thinking and planning
throughout the facility.

The models in this guide are designed to help you plan and manage in a
way that is truly strategic. Developed specifically for use in correctional
environments, they are unlike any other models with which you may have
worked. These models see strategic planning and management as a process
of building culture strategically. This process is based on three fundamental
principles:

B Exploring your facility’s organizational culture is as important as
examining its daily operations.

B Participation of all levels of staff from all departments, offenders
(where appropriate), and external stakeholders is vital.

B The work does not end when the plan is written. Strategic planning and
management are dynamic, ongoing processes; strategic responses are
always required; and strategic thinking should always form the basis for
decisions.




The Models

This guide presents three models, each of which was developed by Project
Director Carol Flaherty-Zonis:

B The Rubik’s Cube® Model of Organizational Culture®.
B The Rubik’s Cube® Model of Strategic Planning®.
B The Rubik’s Cube® Model of Strategic Management®.

The models are so named because they take Rubik’s Cube® as their
inspiration. Invented in 1974 by Erno Rubik, Rubik’s Cube® is a hand-held
puzzle with six sides and an internal set of “gears” that allow the sides to
be turned. Each side is a different color and is made up of nine small
squares. Turning one side of the Cube® changes the configuration of the
colored squares not only on that side but on each of the five other sides

as well.

The Rubik’s Cube® Models of Organizational Culture, Strategic Planning,
and Strategic Management are based on the idea that organizations are like
Rubik’s Cube®, in that anything that affects one part of an organization
affects the relation of that part to all the other parts and to the whole. The
Rubik’s Cube® Model of Organizational Culture illustrates the interdepend-
ence of six aspects of culture: leadership styles, management styles, the
history of the facility, interpersonal relationships, the environment outside
the facility, and the perceptions of the stakeholders. The Rubik’s Cube®
Models of Strategic Planning and Strategic Management use the Cube® as
the framework of a collaborative, inclusive, team-based process that is as
much about learning as it is about planning. Rather than hand down solu-
tions for planning and management, the models pose questions to help your
facility examine the existing culture, measure readiness for change, develop
a blueprint for change, and establish strategic thinking as the way of doing
business every day.

The Cube® Models of Strategic Planning and Strategic Management both
assign a specific purpose to each of the six sides of Rubik’s Cube® and
present a set of questions to be answered to accomplish that purpose. Each
model also includes a core set of questions focused on strategic thinking,
the activity that constitutes the “gears” of the Cube® models. The frame-
work of the models is shown in the sidebars on pages 8 and 9.

To implement the models, six teams composed of all levels of staff from all
parts of the facility are established to explore and respond to the model’s
questions. Each team works with the set of questions for its side of the
Cube® and also with the core questions on strategic thinking. Ongoing,
facilitywide communications are essential to the process. The teams coor-
dinate their efforts, sharing information about their work and seeking input
from each other, the rest of the staff, external stakeholders, and, where
appropriate, offenders. Team facilitators meet regularly and a process
manager coordinates and monitors the work. The process is inclusive,
multidimensional, self-guided, and comprehensive, with many opportuni-
ties to make incremental change.
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Turning one side of the
Cube® changes the
configuration of the
colored squares not
only on that side but on
each of the five other
sides as well. Similarly,
anything that affects
one part of an
organization affects the
relation of that part to
all the other parts and
to the whole.
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About This Guide

The Rubik’s Cube® Models of Strategic Planning and Strategic
Management may initially appear complex or even overwhelming. While
this guide does not provide easy answers or shortcuts, it does offer a step-
by-step framework for using the Cube® models that corrections facilities
can adapt to their individual needs. The guide is intended to serve as a
compass for strategic planning and management and will help you maneu-
ver in your facility’s internal and external environments.

Framework of the Rubik’s Cube® Model of
Strategic Planning

B Core/gears: Strategic thinking. Clarify what strategic thinking
means in your facility, how it can be encouraged, and the impact
it will have on how the facility works.

B Side 1 (Green): Setting the stage. Identify all that is necessary
to encourage strategic thinking and ensure effective facilitywide
planning in the context of your facility’s culture and its external
influences.

B Side 2 (Red): Identifying strategic issues. Identify the chal-
lenges your facility faces; the core competencies, skills, and
values necessary to meet those challenges; and several strategic
issues the facility needs to address.

B Side 3 (Orange): Charting the future. Create perspective and
context for the planning work, set the vision for the future, and
prepare for change.

B Side 4 (Blue): Crafting strategies. Examine the effectiveness
of the current culture, programs, and services; identify what
needs to change; and consider how to assess the changes that
planning creates.

B Side 5 (White): Bringing the strategies to life. Establish goals
and objectives, consider ways to bring strategic thinking into
daily operations, and assess progress toward meeting the goals.

B Side 6 (Yellow): Sustaining change. Explore ways to involve
all stakeholders in ensuring success, monitor and share
information about progress, and build on what you learn and
do successfully.
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Organization

Section 2 of this guide (chapters 1-4) discusses the ideas on which the
Cube® models of strategic planning and strategic management are based.
As you work with the models, referring to the background material in
section 2 can be useful. Chapter 1 explains the concept of organizational
culture and presents the Rubik’s Cube® Model of Organizational Culture.
Chapter 2 discusses why strategic planning and management are most
effective when done within the context of examining the facility’s culture.
Chapter 3 lays out the conceptual framework of the models, defining

Framework of the Rubik’s Cube® Model of
Strategic Management

B Core/gears: Strategic thinking. Explore how strategic thinking
can be incorporated into the daily operations of your facility.

B Side 1 (Green). Strategic management and the facility’s
culture: Examine the current culture and subcultures in
your facility and how they influence management and
decisionmaking.

B Side 2 (Red): Strategic management to accomplish the
mission. Search for ways to ensure accomplishment of your
facility’s mission on a daily basis by focusing on the internal
and external challenges and threats you might face and develop-
ing strategies to respond to them.

B Side 3 (Orange): Strategic thinking and the business we’re
in. Examine the work you do and how you do it in the context
of your stakeholders and your vision.

B Side 4 (Blue): Strategic management and leadership.
Examine your facility’s formal and informal leadership and the
management and supervision of staff and offenders with regard
to the capacity to manage and respond strategically.

B Side 5 (White): Strategic thinking, decisionmaking, and the
process of change. Consider what is necessary to begin and
sustain the process of individual and organizational change that
allows for strategic management and response throughout the
facility.

B Side 6 (Yellow): Strategic management of facility resources.
Examine your facility’s use of all its resources and their capacity
to contribute to the strategic management of the facility.
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For a summary of the
steps in each of the
five stages of the
implementation process
see “The Planning
Process Outlined,”
pages 103-104.

important terms and discussing the values and beliefs embodied in this
approach. Chapter 4 explores what organizational change entails and the
importance of leadership to any change process.

Section 3 (chapters 5-8) is devoted to the Rubik’s Cube® Model of
Strategic Planning. Chapter 5 presents the sets of questions that constitute
the model itself. Chapter 6 takes you step by step through the process of
implementing the model in five stages:

Assessing your facility’s readiness for strategic planning.
Laying the groundwork.
Planning and holding the kickoff meeting.

Holding team meetings to develop responses to the Cube® questions.

A e

Drafting and finalizing your strategic plan.

Chapter 7 presents strategies for good facilitywide communication, which
is essential to the success of this model of strategic planning. Chapter 8
provides guidance on another essential piece of the planning and manage-
ment puzzle: measurement. This chapter discusses qualitative and quantita-
tive measures for gathering baseline data on your current reality and
monitoring the progress of your work. Measuring your work will enable
you to base your decisions on reliable and valid information and establish
clear definitions of success.

Section 4 (chapters 9-11) is devoted to the Rubik’s Cube® Model of
Strategic Management. Chapter 9 discusses what is involved in strategic
management and response and the benefits of this approach, including how
it integrates the strategic plan into the daily life of the facility. Chapter 10
presents the sets of questions that constitute the model, and chapter 11
provides guidelines for implementing the model.

The appendixes at the end of the guide provide a variety of resources to
help facilities implement the Cube® models. These resources include:

B Answers to frequently asked questions (appendix A).

B Surveys, checklists, and forms for use in gathering and assembling data,
organizing your work, structuring discussions, and measuring progress
(appendixes B and C).

B Information about using the Organizational Culture Inventory® to
explore your facility’s culture (appendix D).

B A sample kickoff meeting agenda and a PowerPoint presentation
available from the National Institute of Corrections (NIC) for use in
the meeting (appendixes E and F).

B A review of the literature on strategic planning (appendix G).



Using the Guide

Even if your facility is already engaged in strategic planning, this guide
can help you. It may stimulate your thinking and challenge some of your
ideas. If your facility is already engaged in strategic planning but has not
yet examined its culture, this guide will give you a new perspective on the
planning process. Perhaps your facility has developed a strategic plan, but
managers and staff are making decisions and solving problems as if the
plan does not exist. Perhaps you find your staff constantly experiencing the
same problems and trying to solve them in the same ineffective ways. This
guide can help you address these issues.

A planning process that is inclusive, open, and ongoing is the most effec-
tive way to develop a strategic plan that staff will find meaningful and be
committed to achieving, but such a process poses challenges perhaps not
found in other methods of strategic planning. Although this guide gives
facilities and other correctional agencies the information and tools they
need to initiate and carry out strategic planning with the Cube® model,
NIC recommends that facilities interested in using the model contact NIC
to obtain the assistance of a consultant trained to guide them through this
process.

The outcomes of building culture strategically amply reward the effort
required. At a minimum, you will chart a strategic direction for your facil-
ity and craft strategies to take you there—strategies that foster commit-
ment to an ongoing examination of your work and why and how you do it,
set the course for daily decisions and actions as well as for the long term,
set the tone for how the facility is managed and led, and ensure that every-
one in the facility works toward a shared mission and clearly articulated
goals. Ultimately, staff engaged in the process of building culture strategi-
cally become committed to a new way of seeing and doing their work and
gain a renewed sense of the importance of their contribution to the safe
and effective running of the facility.

INTRODUCTION
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CHAPTER 1

What Is Organizational
Culture?

The concept of organizational culture is a familiar one that may not need
much introduction. The information presented here is intended to create a
context for the planning and management models described later and to
show the clear links between organizational culture and strategic planning
and management.

Organizational culture is defined as the values, assumptions, and beliefs
the people in an organization hold that “drive the way they think and
behave within the organization” (Cooke, 1989). Organizational culture is
clear to those who work within it, although it often is not overtly defined.
People communicate the culture through their interactions, conversations,
work styles, leadership, management and supervision styles, rituals, facility
maintenance, performance appraisals, staff meetings, organizational chart,
and more. In a correctional facility, the organizational culture encompasses
both the culture of the staff and that of the offenders. We can see the cul-
ture in many ways, including the way staff and offenders interact, who has
what kinds of power and how they use it, how people work through the
chain of command in communicating and decisionmaking, and who is
rewarded and promoted.

Note that the actions and behaviors listed above are not themselves culture,
but its manifestation. Organizational culture lies beneath the surface. What
we see, hear, and feel are reflections of the culture—the organizational
climate. We see behaviors, learn how people make and follow through on
decisions, hear conversations, observe interactions, interpret attitudes, dis-
cover subgroups, learn how rewards and punishment are used, and listen to
the stories people tell. Everything we see, hear, and feel within the organi-
zation results from the values people hold about the organization and pro-
vides us information about its culture—the “why” (the causes) underlying
the “what” that happens (the symptoms).

One way to understand the relationship between organizational culture and
climate is to think about our skin. We can enhance our skin through drink-
ing more water and eating a healthy diet, nourishing it from the inside out,
and by using moisturizer and staying out of the sun, which help externally.
Similarly, we can enhance facilities by working on their culture, making
change from the inside out, and also by making changes in their climate—
changes that we can see, hear, and feel on the surface.

Organizational Culture:
The values, assumptions,
and beliefs the people
in an organization hold
that drive the way they
think and behave within
the organization.
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Combining these two approaches is the most effective way to improve

the quality of life in a facility. Changing a facility’s culture is a gradual
process, the benefits of which may not be immediately evident, although
they are likely to be long lasting. In contrast, small changes that are easier
to make and require fewer resources are often enough to change a facility’s
climate because they have a direct, positive impact on the quality of life of
staff and offenders. For this reason, people in organizations tend to be more
likely to make changes that affect the organization’s climate. However,
climate changes are likely to be short lived and insufficient to solve the
problems that need to be addressed unless they are accompanied by an
understanding of the organizational culture that drives people to think and
behave as they do.

Do not assume that in any organization there is only one culture. In most
organizations, and certainly in correctional facilities, there are subcultures,
groups of people often more aligned with each other than with the organi-
zation as a whole. In organizations that do not pay attention to their culture,
subcultures can become powerful and sometimes destructive to the organi-
zation. Default cultures then emerge. These are the cultures that fill the
vacuum in an organization when people do not deliberately and con-
sciously work to define and promote a culture of the whole.

The Rubik’s Cube® Model of Organizational Culture® uses a familiar puz-
zle to demonstrate how culture works. Invented in 1974 by Erno Rubik, a
Hungarian lecturer at the Academy of Applied Arts and Crafts in Budapest,
Rubik’s Cube® has six sides, each of a different color, each consisting of
nine small squares. A set of “gears” inside the Cube® allows the sides to be
turned. If we turn one side of the Cube@®, its configuration changes—that
is, the relationship of the pieces on that side changes in relation to all the
pieces on the other sides.

Like this puzzle, an organization has many interconnected pieces, each one
affected by the others. Actions in one area of the organization affect the
entire organization and the relationship among its components and also
may affect its culture. The Rubik’s Cube® Model of Organizational Culture
identifies six major components of a facility’s culture: leadership styles,
management styles, history of the facility, interpersonal relationships, envi-
ronment outside the facility, and perceptions of the stakeholders (exhibit 1).
Following are a few of the questions we might raise about each component:

Leadership styles:

B What are the styles of leaders throughout the facility?
Who are the formal and informal leaders?

How do their styles affect the culture and vice versa?
How effective have the leaders been and why?

What values underlie the leaders’ styles?
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Management styles:

B Who has power? Why? What kind of power do they have?
How did they get it? How do they maintain it?

B How are resources allocated?
B Who plans?

B What values do people in the facility hold about management
and supervision?

History of the facility:
B What are the stories people tell about the facility?
B Who are the storytellers?

Exhibit 1. Oiagram of Rubik’'s Cube® Model of Organizational Culture®©
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Examining your facility’s
culture is an integral part
of planning for the
facility and managing it.

B What are the rituals in the facility? How did they develop?
What purposes do they serve?

B Who are the heroes and heroines and why?

Interpersonal relationships:

Is there a spirit of teamwork?

How are decisions made and policies developed and by whom?
What are conflicts about and how are they handled?

How is morale?

How does communication happen?

How is training used?

Is there a performance appraisal process? If so, how effective is it?

Environment outside the facility:
B Who has an impact on the facility’s culture and how?

B What aspects of the environment are most important to the culture
and why?

B What are the values that underlie the relationship between the facility
and the community?

B How does facility leadership relate to the legislature and
judicial system?

Perceptions of the stakeholders:

B Who are the stakeholders? (See “Stakeholders in Facility Strategic
Planning,” page 19.)

B How do they perceive the facility, and how do facility staff
(also stakeholders) perceive them?

B What are the values that underlie the stakeholders’ perceptions of the
facility and staff? What values underlie the leadership’s and staff’s
perceptions of the stakeholders?

B How do you/the staff balance the conflicting needs of the stakeholders?

By asking questions about what happens, how things happen, and who is
involved, we can begin to understand why things happen as they do.
Asking people direct questions about the values they hold can also uncover
the reasons they hold those values, but it is often more difficult for people
to talk about why than what is.

Examining your facility’s culture is an integral part of planning for the
facility and managing it. If you want to change your facility’s culture,
you most likely will be changing the way people manage, supervise, and
respond, so that everyone will work together with the understanding that
any action they take will affect others in the facility. The best way to
implement this kind of fundamental shift is strategically, with careful
consideration of the consequences of each change you make.
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Stakeholders in Facility Strategic Planning

Stakeholders are people who care about, are affected by, or have a vested interest in the work
an organization does. They are both internal and external to the organization. The stakeholders
in facility strategic planning may include the following people:

Internal Stakeholders

Correctional officers and supervisors.
Assessment and classification specialists.
Division/unit managers.

Counselors.

Health-care professionals.

Substance abuse and mental health
treatment program staff.

B Other offender program staff
(e.g., library, recreation, education,
volunteer coordination).

External Stakeholders

B Offenders’ families.

B Staff members’ families.

B Victims and victims’ families.

B Headquarters administrators, planners,
information services staff.

B Court personnel (judges, prosecutors,
defense attorneys).

B Community corrections staff, especially
for parole supervision.

B Public and private social services agen-
cies (those serving offenders’ families as
well as parolees and their families).

B Community-based substance abuse,
mental health treatment, and health-care
providers.

B Community businesses and employers.

B Public and private employment and
workforce developers.

B Pastors/chaplains.

Facility industries/vocational
training staff.

Food services staff.

Administrative support/clerical staff.
Management information system staff.
Administrators/policymakers.

Citizen volunteers.

Offenders.

B Public and private education agencies.

B [ocal law enforcement (where the facility

1s located and/or where offenders are
paroled).

Municipal and county government
(where the facility is located and/or
where offenders are paroled).

Citizens (where the facility is located and
where offenders are paroled).

B Federal and state legislators.

B Executive branch policymakers and

their staff.

Independent researchers and evaluators
from local universities and firms.

Taxpayers (who support facility opera-
tions and postprison supervision, whether
they know it or not).
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Strategic Planning and Examination of Culture: Hand and Glove

Several years ago, the Indiana Department of
Correction began a departmentwide strategic planning
process with a several-day retreat for leadership led
by external facilitators. Around the same time, then
Commissioner Evelyn Ridley-Turner and a few other
central office leaders began to discuss the need to
address matters of the department’s culture. The
commissioner asked Special Assistant Johnie
Underwood to take the lead in determining how to
accomplish this.

The department determined the need for an external
facilitator to guide it through the process of examining
the culture and teaching staff about it. With technical
assistance from the National Institute of Corrections,
the department obtained the services of a consultant
(Carol Flaherty-Zonis). Together, they determined

that the most effective approach was for her to visit
several facilities, develop a curriculum for staff
training called “Developing Organizational Cultural
Competence,” and conduct a train-the-trainer course
for people in the department. After the pilot of the
course, the commissioner decided that the consultant
should conduct the course for approximately 200 of
the department’s leaders from the central office and
the facilities. Eight 2-day courses were given, after
which a train-the-trainer course was conducted.

Participants came in teams from their facility, the
central office, and parole. Course participants gained
an understanding of the concepts of organizational
culture and organizational cultural competence,
identified the values and beliefs that support their
current culture, and determined which values and
beliefs would be needed to move toward and support
a more positive culture. Each team was charged with
keeping the process of culture examination moving in
its own workplace.

Midway through the presentation of these courses,
the commissioner asked the consultant to facilitate a
3-day retreat for approximately 80 of the department’s
leaders, most of whom had participated in the
original planning retreat. The purpose was to continue
the strategic planning work and to bring in the
organizational cultural competence effort. It had
become clear that the two processes were
interdependent. During that retreat, participants
developed a vision statement and a list of proposed
value statements and core competencies for the
department. A committee formed to refine the work,
synthesize the long list of proposed values, and
circulate them to the superintendents, who were
expected to discuss them with members of their staff.
Another group was formed to explore how to link the
core competencies to hiring practices.

What is the purpose of this exammple? The processes of strategic planning and culture examination
are intertwined. Although it is possible to do one without the other, as organizations have done for years, each is
most effective when combined with the other. The commissioner’s concept of a department and facilities with a
clear vision, an honest assessment of where their culture is now, and a clear statement of values for where they
need to be drives the work and sets the tone for the seriousness of the process.

Thanks to former Commissioner Evelyn Ridley-Turner and to her Special Assistant Johnie Underwood for

permission to use this example.




CHAPTER 2

Why Are Culture Examination
and Strategic Planning.
Management, and Response
Necessaryr

Many facilities have gotten along for years without doing strategic plan-
ning or examining their culture. For the most part, staff and offenders have
been relatively safe, budgets have been well managed, new programs and
services have been developed, and facilities have continued to be built.
However, in many states, relationships between the central office and the
facilities and between some departments within facilities have been less
than collaborative. The public still has misconceptions about who works in
facilities and how facilities are run. Negative reports about offender and
staff behaviors continue to appear in the media, and the rate of recidivism
for released offenders remains high. In addition, there often is a disconnect
between what facility management sees and what facility staff see. Facility
subcultures can exert powerful, often negative, influences.

Strategic planning, management, and response can address these issues.
These interdependent functions are essential to the current and future
health of any organization. They work together to facilitate a smooth-
running organization and limit the possibility of failure. In the corrections
context, this is especially important because failures may be highly visible
as well as costly in credibility, dollars, and even lives. In organizations
where strategic planning, management, and response are understood,
accepted, and well utilized, people in the system can more readily learn
from their experiences, thereby enhancing their skills and confidence so
that they are better prepared to respond to whatever events and circum-
stances may occur in the future. Managers and staff can collaborate to
achieve the future they have agreed to create.

If you want to plan and manage strategically, to chart a new course or at
least change strategic directions, both management and staff must under-
stand and respect your facility’s culture and history. Conversely, if you
want to explore your organizational culture and the ways in which it might
need to change, it is best to do that work in the context of strategic plan-
ning, management, and response.

If you want to plan and
manage strategically,

if you want and need to
chart a new course or
at least change strategic
directions, both
management and staff
must understand and
respect your facility’s
culture and history.
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By probing into the six aspects of facility culture introduced in chapter 1
(leadership styles, management styles, history of the facility, interpersonal
relationships, environment outside the facility, and perceptions of the stake-
holders), you can begin to understand why things happen as they do, why
decisions are made as they are, and why people interact as they do. By ask-
ing questions about different aspects of each of these factors, you can learn
a lot that will be useful both in embarking on the process of strategic plan-
ning and change and in sustaining that process through strategic manage-
ment and response.

Without an examination of your facility’s culture, you risk making erro-
neous assumptions, being less productive and innovative than you might
want to be, and finding yourself moving forward without the commitment
of the people who will have to make the plan come alive. In effect, you
might not be successful.

How can strategic The Process of Examining Organizational Culture
planning and culture
examination at the
facility level address
some of what you

might want to change?
How can this work B Be patient, because the work takes time.

To understand your facility’s culture and determine whether aspects
of it need to change, you will need to:

B Understand the current reality (the facility’s issues, challenges,
and strengths).

promote a more positive Anticipate that some people in the facility and in the community
facility culture and a will fear change and that others will welcome it.

higher quality of life for B Make the process inclusive.
those who work and
. . . B ] earn to learn together.
live in the facility?
How can the varied B Tap the energy and creativity of many people.
perceptions of the B Recognize that the work will suffer setbacks as well as successes.
facility be clarified B Recruit strong leaders, acknowledging that the work cannot be
and merged? done as a top-down process.
B Address issues important to staff.
B [nvolve people of influence.
B Enlist the support of the central office.
B Consider the offender culture.
B Keep the vision clear.
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Strategic planning that incorporates an examination of the organization’s
culture can provide your entire staff an opportunity to look clearly at where »
you are now, determine where you want and need to be, and plan how to
get there. This process should include all staff and, in areas where appro-
priate, offenders. As you move ahead with the work of strategic planning
and management, it is important to pay attention to the offender culture as
well as the staff culture. The two are very much connected. If one of your
ultimate goals for culture exploration and strategic planning and manage-
ment is to make your facility safe and secure—and thereby to improve the
quality of life for both staff and offenders—then examination of the
offender culture is an important component of your work. As staff begin to
see how conditions in the facility improve for them as a result of culture
examination and strategic planning, they in turn may give their best to
understanding and working to change the offender culture to improve the
quality of life for themselves and offenders.

Strategic planning in the context of culture examination can provide oppor-
tunities for facilitywide communication about how and why the adminis-
tration and staff do what they do and how they might do it better. These
steps can provide the structure within which to look closely at the values,
beliefs, and assumptions people hold about their work and working rela-
tionships and then bring change where people determine change is needed.
When informed by culture examination, strategic planning can improve
morale, rekindle enthusiasm for and pride and interest in the work, identify
and strengthen leadership throughout the facility, and enhance the quality
of life for staff and offenders. It is no longer simply strategic planning, but
an ongoing process of building culture strategically.
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The Value of Strategic Planning

If you asked anyone in the Idaho Department of
Correction (DOC) about the department’s vision, they
would probably reach down to the laminated card
that rests with their identification tag. Employees now
share a mission, vision, and list of values on that little
card that is always with them during working hours. It
is a valuable reinforcement of a shared mission that is
now firmly a part of the culture of the department—
used as staff make decisions every day.

Flash back several years before this new mission,
vision, and values, and the Idaho DOC was an agency
with many problems. A legislative committee issued a
scathing report outlining issues and concerns about
morale, and turnover was high.

When the new director, Tom Beauclair, was appointed
in September 2001, creating a new strategic plan was
high on a list of priorities. He saw the plan as a critical
starting point for implementing a new culture and
moving the department forward with a shared vision.

A group of key leaders was brought together to
provide input on the department’s mission, vision,
and values. Idaho DOC hired an outside consultant
with expertise in strategic planning to help facilitate
the creation of a strategic plan, and the work began.
The leaders wanted a plan that would help establish
an environment that inspired compassion and
commitment to the ideals of corrections. The group
spent several days designing the mission, vision, and
values that now serve as the core for everything the
department does.

Those guiding principles provided a solid philosophical
foundation. To that base, administrators added key
concepts to fuel the idea that the department needed
offender change and culture change. They talked about
moving from a bed-driven system to a program-driven
system. They discussed getting away from the one-
size-fits-all approach and balancing risk control with
risk reduction. The department’s vision and mission
ask all staff to commit to protecting the public, give
offenders opportunities to change, and take part in
developing an organization respected for its profes-
sional integrity. They challenge all to participate in
offender change and to be flexible and open. These

principles, in some cases, represent a 180-degree shift
from how the department previously operated.

A key element of the strategic plan is its focus on
the professionals in the organization. The word
“professional” introduced an image of what was
expected, generating pride in a job well done and
setting a standard for all staff. Everyone wants to
share in something larger and nobler, and part of the
goal in setting the mission, vision, and values high
was to draw professionals to the organization as well
as to inspire topnotch behavior within the existing
staff. The affirmation of professionalism helped make
the process of cascading the message a little more
successful, although the real keys to communicating
the message were many contacts and consistency in
its delivery.

The director visited each worksite and delivered
briefings on the mission, vision, and values to each
shift. Top administrators also made trips statewide to
reinforce the message. All took on the personal task of
being role models for some of the key values, showing
their commitment to open dialog and encouraging the
professional success of others. They shared stories
about appropriate behavior that exemplified the
values of the department. Site leaders were asked to
spread the message as well. Newsletters reflected and
continue to reflect the vision. Awards given by the
board now state the values the recipient demonstrated
that exemplify the mission, vision, and values of the
department.

Other stakeholders, such as judges and lawmakers,
needed to be similarly committed to communicating
the new vision. Evidence that the culture was changing
came when the new director appeared before the state
legislature. Instead of subjecting the director to tough
qguestioning, they thanked him for the department’s
efforts to streamline the organization and create a new
vision for corrections in Idaho.

Other evidence that the process of change was
working came just months after the new strategic
plan was created. A consultant who teaches quarterly
classes to the department’s future leaders said he had
seen a noticeable shift in department culture. His
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survey of classes included a performance climate
assessment that asked if employees understood the
mission and goals of the organization. In July 2001,
just 1 person in the leadership class gave this category
a high ranking; by April 2002, 14 students (about

half the class) ranked this as absolutely true. The
consultant attributed the change to a message that
appeals to a higher sense of purpose and excitement
about the strategic direction, mission, and values of
the department.

Institutions and staff started holding the mission,
vision, and values card as a charge to fellow staff to
act in ways reflective of the department’s values. A
framed statement of the mission, vision, and values is
displayed in the entrance of every DOC institution and
district office. One institution used the strategic plan
and operating plan as a springboard for creating its
own action plan for fiscal year (FY) 2003.

The change in culture is well under way, but it has not
been without challenges. Falling revenues in FY 2002
hit the state’s economy hard. As the department was
educating staff about the new strategic plan and its
intent to focus on risk reduction as well as risk control,
leaders had to divert attention and resources to cutting
millions of dollars from the corrections budget. This
created an opportunity to move forward on some
initiatives for streamlining the agency. Administrators
again held up the mission, vision, and values
statement as the guide that helped them focus their
budget-cutting efforts in ways that would make

the department more effective. The fiscal crisis
established the DOC’s commitment to these guiding
principles in tough times as well as good times.

The department’s goals, the most newly added part
of the strategic plan, are also philosophical in nature.
They focus on promoting professionalism; facilitating
open and honest communication; initiating and
supporting positive change within the organization,

What is the purpose of this example? The success of the Idaho DOC strategic planning initiative
demonstrates the power of grounding strategic planning in an examination of the existing culture and a vision

of how that culture needs to change,
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the criminal justice system, and the community; and
operating as a fiscally responsible, quality-driven
organization. From these goals springs the tangible
operating plan that outlines the actions the
department must take to accomplish its goals and
the ways in which progress will be measured.

In FY 2004, the second year of the strategic plan, the
department began a concerted effort to have each
worksite use the strategic plan and the central office
operating plan to create its own operating plan.

The department was moving from delivering the
message of change to doing the work necessary

to make that change truly a part of the culture and
everyday work of each site. The central operating
plan focuses on creating a corrections system that
uses programming to reduce risk. The ldaho DOC

is also committed to matching programming with
offender need and providing case plans for all
offenders. Each worksite is being asked to make those
ideals come to life. The worksites may soon teach the
central office how to live the mission, vision, and
values in the most tangible of ways.

The strategic plan gained momentum in its second
year as understanding of the concepts that created
this new road map broadened and deepened. Now
the effort is focused on bringing those ideals into
everyday work—the work of turning the words of the
plan into action. Communication continues to reflect
and evolve around those guiding principles. That road
map—that strategic plan and shared vision—was the
key to making it happen. Its creation was time well
spent to make certain the direction was sound and the
drivers all had the same road map. Now is the time to
go forward.

—Teresa Jones
Idaho Department of Correction

s




CHAPTER 3

Building Culture: A New
Approach to Strateqgic
Planning and Management

The Rubik’s Cube® Models of Strategic Planning® and Strategic
Management© (each referred to hereafter as the “Cube® model”) are based
on the concept of building culture strategically. The models themselves
and guidelines for implementing them are presented in section 3 (strategic
planning) and section 4 (strategic management) of this guide. This chapter
provides the conceptual framework for the models. It defines the terms
“strategic planning,” “strategic management,” “strategic response”

(a correlate of strategic planning and management), and “‘strategic
thinking” (the activity at the core of strategic planning, management,

and response) in the context of building culture. The chapter then
discusses the values and beliefs embodied in this approach to planning
and management.

29 ¢

Definitions

Strategic planning, strategic management, strategic response: These are
often-used terms that carry a variety of meanings. Although they must be
defined separately, these activities are interdependent. Each requires the
other two, and all are based on strategic thinking. We do not first create a
plan and then figure out how to manage. We are managing and responding
all the time we are planning.

What Is Strategic Planning?

Strategic planning has been defined as “the process by which the members
of an organization envision its future and develop the necessary procedures
and operations to achieve that future” (Goodstein, Nolan, and Pfeiffer,
1993). This process traditionally asks and answers five fundamental
questions:

B Where are we now?
B What is the current environment in which we operate?

B Where are we going/where do we need to go?

We do not first create
a plan and then figure
out how to manage.
We are managing and
responding all the time
we are planning.

[
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Strategic planning:
The work an
organization does to
look at its current
reality, design its future,
and detail the most
effective ways to
achieve that future, in
the context of its
culture, its internal
environment, and the
external environments
with which it interacts.

|
;

B How can we get there?

B How will we know when we have gotten there?

The Cube® Model of Strategic Planning adds several questions:
B What is the current culture of our facility?

B What does the culture need to be to move us toward accomplishing our
mission and vision?

B How will we bring change to the culture where it is necessary?

These additional questions reflect the following expanded definition of
strategic planning: The work an organization does to look at its current
reality, design its future, and detail the most effective ways to achieve that
future, in the context of its culture, its internal environment, and the exter-
nal environments with which it interacts. Although some experts suggest
that planning is best done by “guiding” members (usually board members
or managers), this model of strategic planning advocates a more inclusive
process (see “Principles of Building Culture Strategically” later in this
chapter).

Strategic planning provides a framework and context for action, both now
and in the future. It creates the vision and summons the energy to achieve
that vision. It provides tools to adjust to current events and shape the
future. Strategic planning is continually concerned with application, imple-
mentation, monitoring, evaluation, and ongoing planning. It is, in fact, an
ongoing process, not a single event. Strategic planning engages people
from all levels of an organization in learning together, sharing perspectives
on the current situation and on how the future should look, and working
together to achieve their vision.

Strategic planning is not an academic process. It is not just an exercise in
creating a document. At a minimum, strategic planning is about:

B Fostering commitment to ongoing examination of the work and why
and how you do it.

B Setting the course for daily decisions and actions as well as for the
long term.

B Creating a context for the work you do.
B Setting the tone for how the facility is managed and led.

B Ensuring that people work toward a shared mission and clearly
articulated goals.

In short, strategic planning serves the organization in many ways. It helps
in organizing and mobilizing resources, making decisions and solving
problems, determining how to handle specific events and understanding
how the decisions made will affect the future, and seeing the whole while
understanding the importance of each of the parts.
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What Is Strategic Management?

An organization that resolves to think long term, identify patterns, see
events and decisions in the context of the whole system, and plan strategi-
cally will want to ensure that these actions are carried through in the
management of the organization. Strategic management, which naturally
accompanies strategic planning, is the way in which people make decisions
and act on a daily basis, taking into account the organization’s culture and
internal environment, the external environments with which the organiza-
tion interacts, and the strategic plan that directs the organization’s work.
People who manage strategically keep in mind how their behavior and
decisions move the organization toward accomplishing its mission, vision,
and strategic plan.

Strategic management asks and answers many questions, including
the following:

B What patterns do we see and what patterns are emerging?

B What are the environments in which we work and how can we best
work within them?

B How does our work reflect and affect the mission, vision, values, and
goals of the facility and the department?

B How can we best use our resources to build systemic change and an
effective, efficient facility?

B How do we ensure that all staff have the capacity to do their jobs
successfully, deal with offenders effectively and fairly, and accomplish
the mission, vision, and goals?

Strategic management enables an organization to bring its strategic plan to
life. In contrast to operational management, which is more day to day and
short term, strategic management guides the allocation and reallocation of
resources and the shifting of priorities needed to meet the long-term goals
and mission of the organization. It involves systemic change in the use of
resources and in outputs and outcomes. Strategic management does not
take the place of traditional management tasks and responsibilities. Instead,
it creates a context for that work, based on the facility’s culture, mission,
vision, and external environment.

Strategic management requires an understanding of the:
B Mission, vision, goals, and culture of an organization.

B Skills and knowledge an organization has and needs to achieve its goals.

B Internal and external environments in which people in the organization
function.

B Ways to develop the skills and knowledge of the management and staff.

B Methods of adapting to internal and external environments, especially as
these environments they change.

B The power and responsibility each person has to affect the facility, its
culture, and its achievement of mission and vision.

Strategic Planning and Management

Strategic management:
The way in which
people make decisions
and act on a daily basis,
taking into account

the organization’s
culture and internal
environment, the
external environments
with which the
organization interacts,
and the strategic plan
that directs the
organization’s work.
People who manage
strategically keep in
mind how their behavior
and decisions move the
organization toward
accomplishing its
mission, vision, and
strategic plan.
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Strategic response:
An action or set of
actions taken to deal
with people and
events that reflect

the responder’s
understanding of the
mission, vision,

and goals of the
organization, his/her
responsibilities in
achieving them, and
the impact of his/her
actions on the system
now and in the future.

Those who manage strategically know the importance of:
B Operating within the organization’s larger plan.

B Making decisions and addressing challenges in the context of the values
and mission of the organization defined in the strategic plan.

B Being willing and able to assess a variety of options.
B [dentifying the benefits and risks of decisions.

B Deciding how and when to use selected resources to achieve well-
defined outcomes.

What Is Strategic Response?

Strategic response is an outgrowth of strategic management and planning:
An action or set of actions taken to deal with people and events that reflect
the responder’s understanding of the mission, vision, and goals of the
organization, his/her responsibilities in achieving them, and the impact of
his/her actions on the system now and in the future. It is the response that
comes as a result of understanding the parts in the context of the whole, the
impact of each decision and action on current as well as future circum-
stances, and the environments in which the organization operates. It is not a
knee-jerk response, even though it may be made quickly. It is a response
that people throughout an organization understand because it reflects the
mission and goals of the organization.

Strategic response considers many questions, including the following:
B How will my/our response affect other aspects of the facility?

B How will my/our response move us toward the facility’s mission,
vision, and goals?

B What are the short- and long-term consequences of my/our response?
B What information do I/we have or need to get in order to respond?

B What do I/we understand about this situation that can inform my/our
response?

B Why is this situation happening?

B What can I/we learn from this situation and my/our response?

Critical incidents will occur in facilities, but many events and circum-
stances can be anticipated and strategic responses can be developed before
incidents occur. Although facilities must be able to respond to critical
incidents, planning to deal with unforeseen events or changes while
“staying the course” of the facility’s mission is also valuable.

Responding strategically requires seeing both the forest and the trees,
keeping the end point in sight while remaining flexible, and being able to
change course when necessary and appropriate. Learning to respond
strategically can improve staff morale and confidence, enhance safety and
security, build a collaborative environment, and accomplish the facility’s
mission and goals.
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Strategic Thinking: The Core of Strategic
Planning, Management, and Response

Strategic thinking is the core of strategic planning, management, and
response. It is thinking informed by a constant awareness of the context of
the internal and external environments affecting your choices; recognition
of the consequences of your decisions and actions in the short and long
term; understanding of the connection between your decisions and the
achievement of the organization’s mission, vision, values, and goals; and
the conscious intent to take advantage of opportunities that present them-
selves and transform challenges into opportunities. Strategic thinking
becomes possible when people have the capacity to learn (in part because
they are really in touch with a situation) and the resources to support that
capacity (Mintzberg, Quinn, and Voyer, 1995).

Too often, we do not think strategically. In our lives at work and away from
work, we react to problems without thinking about the consequences of our
actions or words. We offer solutions without conferring with the people
who identified the problem, who are experiencing it, or who have to imple-
ment new solutions. We shoot from the hip, and the results are often less
than satisfactory. Our solution may turn out not to be useful or may be
impossible to implement. We may solve a problem that is only a symptom
of a larger issue that remains unsolved. We may make the situation worse.

These are just some of the short-term effects of failing to think strategi-
cally. In the long term, we hinder the way our facility, family, or commu-
nity group functions. We lead people to believe we do not really care about
them—their needs, their ideas, their experience, their solutions. Ultimately,
we make it harder to solve the real problems.

Strategic thinking requires you to recognize that every decision you make
and action you take have an impact on other parts of the facility. Ed Buss,
former superintendent at Westville Correctional Facility in Indiana, where
the pilot test of the models presented in this guide was conducted, saw
this when Westville made the decision to go to 12-hour shifts. The conse-
quences of this change extended to many areas beyond the expected ones,
to issues such as daycare needs and distribution of paychecks. Strategic
thinking helped identify the issues so that they could be addressed before
they became problems.

Strategic thinking is what makes strategic planning, management, and
response—and also the examination of organizational culture—come alive
every day. John Schrader, an administrator at Westville, described strategic
thinking in terms of solving Rubik’s Cube®:

First, you examine it from different sides to see what you’ve got. Then
you determine what parts you want to try to put into place first. After
a couple of moves, you stop and examine it again to determine your
next steps. Sometimes you have to back up and reverse some moves
because they didn’t get you where you wanted to be. Throughout the
process, you always keep the final vision in mind to guide your way.

Strategic thinking:
Thinking informed by

a constant awareness
of the context of the
internal and external
environments affecting
your choices;
recognition of the
consequences of your
decisions and actions in
the short and long term;
understanding of the
connection between
your decisions and the
achievement of the
organization’s mission,
vision, values, and
goals; and the
conscious intent to
take advantage of
opportunities that
present themselves and
transform challenges
into opportunities.
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Don’t Remove the Windows

The problem dated back over 25 years when the
facility was converted from a mental health to a
corrections facility. The offenders had always taken
out the windows and staff had no answers or lacked
the vigilance to stop it.

When | took the job, the commissioner told me she
wanted the windows put in. This is a huge facility
with 31 housing units, and there were nearly 1,000
windows out. So | asked the department heads for
answers/recommendations. They all said every
superintendent had tried to keep the windows in and
failed. The officers were frustrated. The maintenance
department was tired of replacing 1,000+ windows a
year and blamed custody for not enforcing the rules.
Custody blamed maintenance, saying the windows
were not secured. None of the staff had any answers.

After spending some time thinking about the situation,
| decided this was an awesome opportunity. | called
the custody and maintenance staff together. | asked
the physical plant director to give me three crews of
his best offenders who could put in windows and
would not succumb to pressures from other offenders.
| asked custody for their best/strongest three officers
(one for each complex). These officers would supervise
the work and look each offender in the eye who lived
near a window and make them sign a responsibility
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the game with the windows was over. | told them all
the windows would be replaced and offenders who
resided in rooms with windows would fill out the
responsibility form, and if the windows were removed
in day room/common areas, the entire dorm would be
locked down until | wanted the windows put back in.
Needless to say, there was a lot of cynicism among
staff and offenders.

One kitchen dorm tested me. They told me | could not
lock them down because meals had to be prepared.

| not only locked them down, | fired them all. They
ate cold cuts (bologna and cheese) for about 3 days.

| visited the unit daily and spoke with them about
maturity/how a man should conduct himself, etc. Three
of the offenders came forward and took responsibility
for tampering with the windows. They were charged
through our conduct adjustment board and sent to
segregation. Shock waves were sent through the
general population and staff were able to “stick their
chests out” for a while and forget about past
frustrations.

No windows have been touched since. A quarter-
century problem was solved in 3 days. People still
look back on this as an example of what can be
accomplished when we work together.

—Ed Buss

Superintendent, Indiana State Prison
Former Superintendent,

Westville Correctional Facility
Indiana Department of Correction

form and let that offender know they would be back
the next day to ensure the windows were still in.

| then got on our facility television station and
explained to the general population and staff that

What is the purpose of this example? By thinking strategically and innovatively about what the
problem and its solution meant to the whole facility and being willing to lead, the superintendent was able to
reach a creative solution to a longstanding problem.
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Principles of Building Culture
Strategically

Understanding the values and beliefs that underlie the concept of building
culture strategically will help you implement this approach to strategic
planning. The approach can be summed up in three fundamental
principles:

B Planning and culture are closely linked.
B Planning needs to be a dynamic, ongoing process.

B Planning needs to be an inclusive process.

The principle that planning and culture are closely linked is the subject of
the first two chapters of this guide. The second and third principles are
explored below.

Planning Needs To Be a Dynamic,
Ongoing Process

Planning is most successful when it is seen as a process that may have no As the people in your
clear end, although organizations may benefit from having a vision of what facility experience a
planning needs to be. Facilities constantly face change. Although you can strategic planning

plan well for the future, you can never know in advance all the possible
situations, challenges, and opportunities your facility might face. It is
important, then, to leave room for new strategies to emerge along the way
from anyone in the facility and adopt a process that is nimble, flexible, and

process that is dynamic,
inclusive, and grounded
in an examination of the

open. To foster a dynamic process, you must encourage people throughout facility’s culture, they
the facility to think strategically, remain open to potential opportunities, are likely to contribute
and continuously reexamine what they do and why and how they do it. more fully to the

Above all, make sure all know they can share their ideas without risk of

. ) . . ST facility’s mission.
reprisal and with recognition for the value of their strategic thinking.

As the people in your facility experience a strategic planning process that
is dynamic, inclusive, and grounded in an examination of the facility’s
culture, they are likely to contribute more fully to the facility’s mission by
creating what Peter Senge (1990) calls a “learning organization” (see
sidebar on next page). As your facility becomes more of a learning organi-
zation, the planning will become even more dynamic, effective, ongoing,
inclusive, and successful. People will see the long-term consequences of
their decisions and actions and understand the impact of their decisions
and actions on the facility as a whole. You will be able to measure your
success not only by the production of a workable and worthwhile strategic
plan, but by the positive change in the facility’s culture. This change will
be evident in the improving quality of life for staff and offenders and in the
changes in outcomes that the planning process has identified as important
to staff and offenders (e.g., fewer grievances, less absence, fewer incidents
of violence, more offender involvement in programs, and, ultimately, a
safer, more secure facility).
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Planning Needs To Be an Inclusive Process

Too often, planning is accomplished by a handful of people at the top of
an organization and handed off to those who must accomplish the work.
Such an approach to planning misses out on the broad range of benefits to
be gained by involving people at all levels of the facility and from all
departments and shifts in the planning process. These benefits include:

B Building commitment to the planning process and to its successful
completion.

B Creating a spirit of teamwork.
B Increasing the possibility of systems and strategic thinking.

B Fostering the recognition and development of leadership throughout
the facility.

B Managing change more effectively.

The remainder of this chapter explores the benefits of an inclusive process
in greater depth.

The Learning Organization

In The Fifth Discipline, Peter Senge defines learning organizations as “organizations where
people continually expand their capacity to create the results they truly desire, where new
and expansive patterns of thinking are nurtured, where collective aspiration is set free, and
where people are continually learning to see the whole together” (1990: 3). A learning
organization is based on five “disciplines”’—ideas we understand and practices we master:

B Aspiring to personal mastery (being the best we can be in the context of the whole
organization and achieving what means the most to us).

B Understanding our own and each other’s mental models, which are like the lenses
through which we see the world (the way we think, understand challenges and
situations, solve problems, use information, and decide how to act and what to believe).

B Engaging in team learning (learning how others learn, learning how to think together,
and sharing what we learn).

B Sharing a vision of the organization (holding a common understanding of its purpose
and future direction).

B Engaging in systems thinking (acknowledging that all parts of the system are
interrelated and interdependent, that what happens to one part has an impact on the
others, and that people make decisions and solve problems in the context of the whole).

Note that the four C’s of strategic thinking—context, consequences, connectedness, and
conscious intent—support the development of systems thinking. Strategic thinking, which is
at the core of strategic planning, management, and response, is a key component of systems
thinking.

For a concise discussion of Senge’s theory of the learning organization, see Lannon-Kim
(1990).

R
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Strategic Planning and Management

Building Commitment to the Planning Process

Generally speaking, people involved in a developmental process are more
committed to its successful completion than those who are not. This model
of planning requires the support and commitment of the facility leadership,
staff, and the central office. When facility leadership changes, the commit-
ment of the central office can help ensure the process will continue. The
involvement of middle management is also critical. Because middle man-
agers transmit information and attitudes up and down the facility hierarchy,
they have considerable influence over the success or failure of the planning
process. From their position in the middle of the organization, they may
believe they have the most to lose when change occurs. Because staff they
supervise will be on the planning teams, they may be concerned about a
loss of power and control. When middle managers are made an integral
part of the process, they are more likely to see its value, participate fully,
and make it easy for the staff they supervise to participate fully in the work.

Involving all of the facility’s key players in the planning process is as
important to the continuity of the process as involving all levels of manage-
ment. If people throughout the facility have been involved in the strategic
planning process and found value in it, their investment in the process will
help keep it moving forward, even as leaders leave. They become the
champions of the work.

Malcolm Gladwell (2000) writes about “social epidemics”—ideas or styles
that arise much in the way medical epidemics do: one person gets some-
thing and passes it on, others catch on, and the idea spreads. In some cases,
the idea spreads beyond what Gladwell calls the “tipping point”—the point
at which the change takes hold and things will not go back to the way

they were.

Gladwell suggests that to create a movement, you have to create many
small movements. He describes three types of people, each with a special
gift and a special part to play in a change process:

B Connectors: Those few people who know many other people, live in
many different niches and subcultures, and can bring and hold people
together.

B Mavens: Those who connect us to new knowledge. When they learn
about something they are eager to share it with other people and
capable of doing so.

B Salespeople: Those who have the skills to persuade others to follow.
You can see how knowing who these people are in your facility and bring-

ing them into your planning process can make a real difference in the
successful outcome of your work.

Who are the
connectors, mavens,
and salespeople in your
facility? What gifts do
they have? How best
can you bring them into
the culture work?
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Consider training/
education sessions for
middle managers to
examine issues of
leadership, management,
power, participative
management, and their
role in the change

process.

Creating a Spirit of Teamwork

By involving many people throughout the facility, you begin to create a
spirit of teamwork among them. They learn to learn together, share their
mental models (especially their views of the world related to work),

and begin to develop a shared vision for the facility—three of the five
disciplines necessary for the development and maintenance of a learning
organization.

Increasing the Possibility of Systems Thinking

Because people view the facility through their particular experience, any
one person or group may not be able to clearly see the system or organiza-
tion as a whole. As people work together, they learn more about aspects of
the facility they have not experienced, which is the start of systems think-
ing, another of the five disciplines of a learning organization.

Working together teaches people about collaboration. When people with
many different perspectives come together to think strategically and innov-
atively about the current realities and desired state of the facility, they
begin to appreciate the competencies of their colleagues and learn how best
to use them. They become more respectful of each other’s perspectives and
positions and come to value the diversity among the staff—not just their
age, race, and gender, but their length of tenure, previous experience, and
ways of thinking and problem solving as well.

If participants in the planning process share these new perspectives with
their closest coworkers, all staff then may develop a broader view of the
facility as a system. This broader perspective may in turn lead to better
coordination of facility operations; broader based implementation of
strategic thinking, management, and response; and, most importantly,
increased security.

Fostering the Recognition and Development of Leadership

Leaders can use planning as a tool to develop human resources. For the
most part, people rise to the level that is expected of them. You can use the
planning process to help people learn about planning and systems thinking.
Not only will you have a better plan, you will add to the skills of the staff,
which leads to one of Senge’s five disciplines: personal mastery. You will
increase people’s confidence in their own abilities and in the facility’s lead-
ership. You may see positive change in the way people lead and supervise.

Leadership, both formal and informal, already exists throughout your facil-
ity. Too often, leaders at the top fail to recognize, take advantage of, and
develop the informal leaders in their organization who have the power to
influence other people. By engaging informal leaders in planning, you
affirm the value of what and whom they know and how important they can
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be in the process of change. In Gladwell’s terms, you value those who are
mavens (those who have information and like to share it), connectors, and
salespeople.

By developing the capacity of those already in leadership positions, you
provide opportunities for them to be better at what they do and to be mean-
ingful models for the facility. As people see their role in managing and
operating the facility and understand the value they contribute, they will
want to improve their skills and help others do the same. This outgrowth of
planning enhances the culture of the facility and facilitates the accomplish-
ment of the mission.

Managing Change More Effectively

Strategic planning may cause small and large upheavals during and after
the process. The planning approach laid out in this guide encourages you
to think about the positive and negative impacts of change early on in the
process. By acknowledging the ways people may react to change and
being prepared to respond as needed, you can help everyone feel safe
and respected throughout the process. Following are some strategies for
managing change more effectively:

B Establish a clear plan. Lay out a clear plan for your strategic planning
work and the process of change that likely will accompany it. Doing so
will allow for some people to move in and out of working groups with-
out disruption to the process, which makes the process more dynamic.

B Be clear about individual roles and responsibilities in the change
process. This could include introducing and responding to new ideas,
clarifying how things work now, participating in ongoing planning and
strategic thinking, and promoting a positive facility culture.

B Establish effective, facilitywide communication. Ideas and informa-
tion need to get to the planners, who need to speak to the facility com-
munity through many different channels. People need to know what is
happening, how they can influence the process, and what successes they
can celebrate. Some people respond best to written communication,
whereas others prefer either spoken or visual communication. A multi-
faceted communications strategy that provides for different methods and
modes for ongoing communication is essential to the success of your
planning process. Communications cannot be left to chance.

B Build a climate of confidence in which people can work with
integrity and without fear. Staff will contribute the most to your
facility when they believe their work will make a positive difference.

The next chapter discusses organizational change, including the role of
leadership, in greater depth.
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Planning To Keep the Plan Alive

| was appointed governor (warden) of Featherstone
Facility in 1994, having completed a 2-year strategic
management course. The facility was in trouble. Both
staff and offenders regarded it as a very unsafe place
to be. It had been designed 20 years before as a low-
security industrial facility, concentrating its resources
on reestablishing the work ethic in facility staff
through its modern and extensive factory. The facility
cried out for strong leadership and a sense of purpose.
It was like a vessel lost at sea, being tossed about in a
storm. The traditional methods of battening down the
hatches had proved ineffective. The crew felt that the
forces arrayed against them were too strong and it
was inevitable that sooner rather than later, the ship
would be overwhelmed. The facility had lost its
original purpose and had failed to adapt to changing
conditions.

Strategic planning was to be the solution that

produced the changes necessary for a confident future.

Simple “quick hit” security changes that made the
facility safer for everyone prepared the ground for
strategic planning. We made our facility safe by strong
visible leadership. Our public actions were designed to
build confidence at every level, leading from the front,
promising teamwork, and communicating face to face
with staff and offenders.

My promise was simple: “This is our facility and it lies
with us to decide its purpose and its future!” Strategic
planning and strategic management were the tools
that we used. As said elsewhere in this guide, they
were our sextant and compass. Those elements of the
storms that we could control, we would. Elements that
appeared out of our control, particularly financial cuts
from the center, would not deter us from our sense of
purpose but spurred us on to find alternative ways of
progressing. At the heart of our strategic planning
process, in which every member of staff was involved
throughout a 2-year program, lay teamwork and
communication.

Most people had never heard of strategic planning and
so needed to be introduced to the whole process, to
new ideas and new ways of operating. The first to

be introduced to it were the senior managers, the
leaders of the unions, and representative staff from

all departments. After that initial 2-week introductory
course, we embarked on a 2-year training program
that would eventually involve everyone. Even though
money was in short supply, we deliberately ring fenced
money from the budget for this training program.
There were the inevitable howls of protest, but
successful change costs money in the short term. In
the long term, we not only saved money through our
changes but also generated new money through our
factory.

Communication is the key to the creation of trust.
From the very beginning, we set up regular face-to-
face meetings at the institutional, departmental, and
unit levels. We gave everyone—offenders as well as
staff—the opportunity to voice their opinions, to ask
questions, to seek clarification. There were regular
bulletins, posters, and competitions. (An offender
won the facility logo competition.) We created a
planning committee, composed of representatives
from across the whole facility, who worked full time
on communication, training, and the coordination of
the emerging ideas. This was a high priority, and it
meant that colleagues had to absorb the committee
members’ previous work into their own.

With trust comes pride. We wanted everyone to be
proud of what we were doing together, so we created
accountable teams for different parts of the facility’s
operations. Each team was accountable to each
colleague on the team and to the whole facility. We
wanted to create consensus where possible and not
permit those intransigently opposed to any change
to deter us from our voyage. We didn’t create the
strategic issues and priorities. They already existed.
The process and the people involved in the process
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revealed them and, in turn, everyone was personally
involved in creating the strategies for dealing with
them. Above all, we asked for patience. We didn’t want
to run before we could walk. We set ourselves

a b-year target and consistently went through the
strategic planning process as new issues and new
strategies emerged.

We developed a new sense of purpose. We became an
“opportunity facility.” Our mission statement, created
not by senior management but through our strategic
planning process, spoke of creating opportunities for
offenders in a safe and secure environment to enable
them to have a future outside the facility free from
crime. The opportunity facility was the yardstick
against which everything was measured. The key
initiatives we took, the strategic issues and priorities
we identified, the formation of accountable teams
throughout the facility, the discussions we had with
outside agencies—all were underpinned by our
mission to provide an opportunity facility. Once again,
we were moving forward at a pace that we chose,
confidently meeting the challenges that arose and
responding strategically.

| left Featherstone in 1998. | would like to be able to
say that Featherstone has continued down the strategic
planning and management path and has gone on
from strength to strength, but it has not. Continuing
with the nautical theme, Featherstone is very much

in the doldrums these days. It hasn't totally lost its
mission as an opportunity facility, but this no longer
underpins its management. There are two major
reasons for this disappointment. The first is that the

What is the purpose of this example? If strategic planning is to be successful in the long run, both
internal and external stakeholders must see the value of and be committed to the work, the process must be

inclusive, and the vision must be clear.
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area office is not committed to strategic thinking and
to the strategic process. Strategic planning takes the
long-term view. The area office takes the short-term
view. In retrospect, we failed to involve and enthuse
people higher up the management chain in the
organization and convince them that the long-term
view was essential for sustained success. Strategic
planning and management is a process that requires
time and patience.

The second reason why Featherstone has lost its way
again is that 4 years wasn't long enough to embed the
strategic process so firmly into the facility that a new
governor, irrespective of his/her background, would
be swept up into the process. As difficulties have
occurred, there haven’t been strategic responses set
against the facility’s mission. Responses have been
gauged against yearly targets set by the area office.

The primary lessons from the Featherstone experience
are that the central office needs to be as committed to
the process as is the facility and that time should be
given for the process to become part and parcel of
the fabric of the institution. Facilities cannot act in
isolation from the central office. Superiors must be
involved in and enthused by the process as much as
the people working in the facility. The commitment of
the warden to the process is paramount. Early transfer
of the warden should, if possible, be avoided, but if
unavoidable, the next person in post, chosen normally
by the central office, should be as committed to the
process as his/her predecessor.

—Christopher Scott
Wolverhampton, United Kingdom




CHAPTER 4

What Do We Need To Know
About Change*

Strategic planning, management, and response require an understanding
not only of your facility’s culture, but of the process of change itself and
how to direct that process. The move toward positive change requires an
honest look at your current reality and the clear intention to move toward
a better future.

As discussed in chapter 3, managing change more effectively is one of the
benefits of a planning process that is inclusive. Change affects people in
different ways: For many, it presents opportunities as well as challenges
and spurs renewed energy, insights, and self-awareness; for others, change
is threatening, arousing fears of loss of control or power and appearing to
negate the value of past accomplishments. Both reactions are valid. Caring
for, valuing, and recognizing the people involved in the change process
and what some of them may have to give up as change occurs is part of
what Peter Senge and colleagues (1999) call the “dance of change.” This
view goes beyond seeing change as a process to be managed. It also cele-
brates the possibilities that can accompany change and cultivates a sense of
optimism about future strategic directions.

Levels of Change

Organizations often embark on a process of change without thinking
through the kinds of change they are willing and need to make. In their
often-cited book Beyond Change Management, Dean Anderson and Linda
Ackerman Anderson (2001) describe three levels of change:

H Developmental change: Small, developmental change (some authors
call this transactional change) that does not get to the heart of an
organization and usually is not painful. The primary motivation for
developmental change is to improve some aspect of work, and such
change usually requires people to learn new skills and acquire new
knowledge. One example would be skill development that comes
through training.

B Transitional change: Change that usually occurs because people have
identified a problem that needs to be fixed. Like developmental change,

The move toward

positive change requires
an honest look at your
current reality and the
clear intention to move
toward a better future.
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Think about what kind
of changes the facility
may need to make,

and be sure you have
the skills, tools, and
resources you will need
to prepare for the
changes and carry
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them out.

transitional change does not require people to change their beliefs or
how they think. It usually involves some change in structure, work prac-
tices, or systems. Examples might be changing search procedures after
the loss of a tool in a work area or reviewing security in work areas.

B Transformational change: Change that most often occurs as a result
of a conscious and designed process. Robert Quinn (2000: 41) refers to
this as “deep change” and says it is like “walking naked into the land of
uncertainty.” Transformational change may involve a great deal more
pain than either developmental or transitional change and has the poten-
tial for bringing about deep and profound shifts in systems and cultures.
Two examples are changing your approach to working with offenders
from punishment to rehabilitation and moving from a hierarchical
organizational structure to a participatory structure.

All three kinds of change may result from your strategic planning process.
Think about what kind of changes the facility may need to make, and be
sure you have the skills, tools, and resources you will need to prepare for
the changes and carry them out.

Elements of Effective
Organizational Change

As difficult as it is for many people to change, it is even more difficult

for organizations. James Belasco alludes to this in the title of his book,
Teaching the Elephant to Dance (1991), as do Robert Kriegel and David
Brandt in their book, Sacred Cows Make the Best Burgers: Developing
Change-Ready People and Organizations (1996). Everyone who writes
about organizational change, however, acknowledges that it is inevitable,
whether it is planned, is directed by an individual, or evolves as a result of
what people see and learn. To consciously and successfully change an
organization and its culture requires, at a minimum:

A shared vision.

A well-thought-out plan.

Effective management of the work.

Skill and commitment.

Flexibility.

Effective leadership.

A willingness to learn.

A capacity to identify and modify mental models.
Ongoing communications.

Inclusion.

Respect for all people in the organization.
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You can learn a great deal from exploring best practices around the
country. Other facilities (and other kinds of organizations) likely have
grappled with the issues you face and would be willing to share what they
have learned. Whatever the organization, all effective institutional change
shares certain elements:

B Dedicated and skilled leadership and commitment throughout the
organization. These elements are especially important if the changes
being implemented have the potential to be transformational. In consid-
ering whether you are ready for strategic planning, one of the questions
to ask is whether the facility has the leadership—both formal and
informal—needed for this endeavor. (Formal leaders have authority
because of their position; informal leaders have influence because of
who they are and who and what they know.) Beginning change and
sustaining it are not the same things. They require different skills and
levels of commitment. Introducing a new idea is relatively easy, but it
can easily go by the wayside when the next new idea or new leader

Formal leaders have
authority because of

comes along. This is particularly likely to occur when those who initiate their position. Informal
changes to facility operations do not communicate the significance or leaders have influence
importance of those changes to the people around them. Getting com- because of who they

pliance with change is not enough; widespread commitment will help are and who and what

sustain positive changes. they know.

B Coaching and mentoring. Many people will require, deserve, and
benefit from coaching and mentoring during a change process. Staff
have the right to expect leaders to be focused on meeting staff needs
and not just absorbed in accomplishing tasks. You should encourage
staff to identify what they already know and what they can do and then
encourage and assist staff in developing their capacity (skills, knowl-
edge, abilities, and attitudes) to implement planned changes. If leaders
fail to ensure that staff have the necessary resources and willingness to
make recommended changes, both the leaders’ credibility and staff
morale will suffer, and efforts at change may falter.

B Individual understanding of “What’s in it for me?”” Change occurs
most readily when people know what some call WIIFM, “What’s in it
for me?” As people experience change, they will recognize the cost to
them. To participate willingly in the process, they also have to recog-
nize the benefit and relevance of the change, not just to the facility but
to themselves as individuals.

B Modeling desired behaviors. People who are in leadership positions
during the change process must model the behaviors that will make it
successful. Because people watch and listen to others even more than
they may pay attention to orders issued down the chain of command,
those directing the change need to make their intentions clear through
their actions. Note that most people do not change longstanding behav-
iors quickly. You may see some people persist in doing things the old
way, but this does not mean that the culture is not changing or that
things will not, eventually, be different.
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B The need to feel safe during the change process. People want to know
they will be respected and valued for what they have accomplished and
for what they know. They also must be welcomed into the planning
process, especially if it addresses something specifically relevant to
their work. Staff must feel safe to take risks without fear of reprisal and
know that leaders understand their fears and anxieties. They need to
trust the leadership throughout the facility. Leaders must pay close
attention to these needs as the planning process progresses.

B Including influential people. If you exclude people who are influential
(those who have power and influence for a variety of reasons), the
change process may not succeed, not because it was not well planned or
needed, but simply because some people were excluded or had different
agendas from those being proposed.

B Measuring progress and outcomes. A change process needs to include
a plan and tools for measuring progress and outcomes. Planners need to
think continuously about what success will look like and how they and
others will know they have achieved it. A measurement plan and the
tools to measure success are essential and need to be established early
in the process.

B Communication. Planners need to communicate (that means listening
as well as talking) regularly and honestly, and others need to be able to
have input along the way. Communication is critical to successful plan-
ning. Leaders need to listen “with intent to understand” (Covey, 1989:
235). People will talk whether or not they have accurate information.
The best way to prevent rumors and misperceptions is to provide accu-
rate information in a timely fashion and address issues as they arise.
There is no substitute for effective communication that goes in all
directions.

B Conflict resolution. Change often involves conflict. It is important to
identify and resolve conflicts in a skilled and timely manner. Sometimes
conflicts lead to great new ideas and new ways of “seeing systems”
(Oshry, 1995). Oshry suggests that systems often are blind to a variety
of things. Conflicts may help open an organization’s eyes to issues that
need to be addressed.

B Caution in labeling people “resistant.” Describing someone as resist-
ant is not helpful because it does not tell us much. We need to under-
stand the cause of the resistance, not just the symptoms. Resistance
derives from many factors, including fear, a sense of loss and grief,
loss of control, anxieties about having the skill and knowledge to make
required changes, real or perceived loss of power and influence, and
skepticism (some of which may be healthy). Although recognizing peo-
ple’s resistance is important, determining the cause(s) of the resistance
and working to resolve them are more important. It also is important not
to spend all your time and energy trying to bring everyone along. In the
long run, those who cannot or choose not to envision a new facility
culture might have to consider alternatives.

Ml
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B Patience. People change at different rates. Some changes may come
easily, others more slowly. Some changes cannot take place until other
changes have been made. Patience is absolutely essential throughout a
process of institutional change. Although some people may want the
process to move at a faster pace than it does, you have to allow time
for people to build understanding and commitment. Patience allows the
process to move forward at a measured pace that will keep people from
rushing headlong into changes without thinking clearly about conse-
quences. A measured pace also makes it possible to sustain the work
and ensure that everyone joins in the process.

All aspects of the facility need to be taken into account when people rec-
ommend change in one area of work and, as with the puzzle of Rubik’s
Cube®, more than one solution to the problem is possible. The process of
finding the solution involves articulating the values that underlie the what
and why of the way things currently are done and using wisely a variety of
ways of seeing, knowing, and doing.

Organizational Learning Disabilities

Beware of what Senge calls organizational “learning disabilities” All aspects of the
(1994:17-26). These include the following beliefs that may hinder staff’s

Y ) facility need to be
(and, therefore, an organization’s) capacity to change:

taken into account

B ] am my position. Senge notes that “When people...focus on only their when people
position, they have little sense of responsibility for the results produced recommend change
when all positions interact” (1994:19). in one area of work.

B The enemy is out there. Sometimes people cannot or will not see that
they are part of the problem and that the cause is not just someone else.
This may limit their ability to feel like they have the power to do
something about the challenges they face.

B The illusion of taking charge. People may think they are being proac-
tive when, in fact, they are reacting to what someone else has done—
to the “out there.”

B Fixation on events. A focus on events may lead to failure to see pat-
terns or the context for those events. This in turn may lead to attempts
to fix the event (the symptom) rather than getting to the cause.

B The parable of the boiled frog. If you put a frog in boiling water, it
may try to jump out, but if you put the frog in water that is at room
temperature and then raise the temperature to boiling, it will stay in the
pot. The frog reacts to fast rather than gradual change. Moving slowly
and thoughtfully enables people to see processes and patterns and avoid
knee-jerk reactions to events.

B The delusion of learning from experience. Because people do not
always see the consequences of their actions directly, they may not be
able to learn from their choices and actions.

MR .
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To ensure that the staff
understand and accept
the need for and
process of change,
consider hosting a
series of workshops on
change for staff. Even if
you involve only key
formal and informal
leaders, they will share
what they have learned
with others and apply it
in their daily work,
thereby promoting
positive change.
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The myth of the management team. In many organizations, people
talk about the management team and assume that such a team exits.
We know, in fact, that in many organizations there is no management
team—i.e., no group of people who derive energy from one another,
enjoy working together, and produce high-quality results when they
build on each other’s expertise, experience, and understanding of
situations.

Leadership, Planning, and Change

There is much to say about the role of leaders in the processes of strategic
planning and changing organizational culture:

The change process will move forward when it is clear that the
leadership (formal and informal) supports it and believes in its value.

Although the leaders may already have a vision of where they want the
facility to be, the process will move forward most effectively when the
staff develop the vision collaboratively and all staff share it.

Some leaders can manage change with ease; others cannot. If leaders
believe that others in the organization might lead the change process
more effectively than they would, they will do well to share the
responsibility and know that, in the process, they are helping to
develop future leaders.

Leaders can jump-start the change process by attending to things

that are relatively easy to do, may not require a lot of resources to
accomplish, and would positively affect the quality of life of staff
and offenders. This strategy is called “picking low-hanging fruit.”

Leaders can help people understand the benefits and costs of planning
strategically and examining facility culture as well as the risks of
changing and not changing. They need to listen to and understand the
concerns people have about what is expected of them and what they
anticipate might happen to them as a result of this work.

Leaders can help people see and listen to others’ perceptions of the
inevitable internal and external challenges they will face as they plan.

In a facility, management and staff must limit the chance for error.
Leaders need to believe and help others see that if people are not given
the opportunity to try new things and make mistakes (as long as security
is not at risk), innovation and strategic thinking will be stifled.

Leaders need to understand that it is easy for people to maintain habits
of thought and action when those habits and the assumptions that
underlie them are not questioned or challenged. Because such a lack of
questioning is a hindrance to strategic thinking, planning, management,
and response, leaders should help people become comfortable with
questioning their own and others’ long-held beliefs and customary
behaviors.
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B [eaders need to be wise as much as they need to be knowledgeable.
They need to understand and respect the power of the facility’s culture,
understand the intimate workings of the facility, and be wise in bringing
change that might affect the culture—not in order to micromanage
people, but to be able to act strategically when situations require.

B [eaders need to pay attention to the long-term consequences of their
decisions about personnel with respect to the change process. For
example, any transfers planned for staff should be implemented before
the strategic planning process begins, so as to avoid the perception that
the transfers are a result of disagreements over the change process.

If planning is already under way, leaders must clearly distinguish deci-
sions about promotions, demotions, or transfers from decisions about
the change process to avoid generating fear or resentment of the process
among staff.

Leadership and Change: One Warden’s Example
The mission statement for one institution is that it:

Protects the public, staff, and offenders by providing a safe,
secure, and humane environment for the most dangerous, disrup-
tive, and diverse offenders. Our professional and dedicated staff
provides opportunities to aid offenders in a successful transition
back to other correctional facilities and society.

This institution’s vision statement is Together Everyone
Accomplishing More.

The warden of this institution recognized the importance of mission
and vision in shaping the work environment, a high quality of life for
offenders and staff, teamwork, effective management, and ongoing
communication with staff. He believed in making small changes as
people planned for the more profound and far-reaching changes.
Observing that management had a paved lot and staff parked in a dirt
lot, the warden got the staff parking lot paved. Realizing that staff
did not have a decent place to eat, he gathered some staff and used

a small amount of money from the budget to build a dining area.
Understanding the importance of ongoing communication and of
keeping people informed and connected, the warden started a facility
newsletter that was published every other month. It contained a
“Message from the Warden,” news about people in the facility and
their families, information about changes and events in the facility,
articles from various departments, and inspirational writings.
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B [eaders must be able to understand, appreciate, honor, and build on the
past to create the future. They should capitalize on what has worked,
question what has not, and develop new patterns of thinking and action
to move the facility closer to achieving its mission, vision, and goals—
that is, to achieving its plan and potential. According to Mintzberg and
colleagues (1995: 118), “Managers may have to live strategy in the
future, but they must understand it through the past.” In fact, strategic
planning is a process of creating the history of the future.

Who are the formal and B To be effective in a change process, leaders may need to meet the
informal leaders vital to criteria for the first four levels of Jim Collins’ leadership hierarchy,
your planning process? explained in his book Good to Great (2001: 20):

How can you involve m Level 1: Highly capable individual—Makes productive contribu-

them in the planning tions through talent, knowledge, skills, and good work habits.

process? ®m Level 2: Contributing team member—Contributes individual
capabilities to the achievement of group objectives and works
effectively with others in a group setting.

®m Level 3: Competent manager—Organizes people and resources
toward the effective and efficient pursuit of predetermined objectives.

= Level 4: Effective leader—Generates commitment to and vigorous
pursuit of a clear and compelling vision, stimulating higher
performance standards.

m Level 5: Executive—The ability to build enduring greatness through
a paradoxical blend of personal humility and professional will.
Change may come most easily in organizations whose leaders
achieve this level.

Clearly, leaders play essential roles in initiating and sustaining successful
strategic planning. Who are the formal and informal leaders vital to your
planning process? How can you involve them in the planning process?

Correctional Leadership Competencies

Two recent publications from the National Institute of Corrections address the importance
of leadership in correctional settings. Correctional Leadership Competencies for the 21st
Century: Executive and Senior-Level Leaders, and its companion document, Correctional
Leadership Competencies for the 21st Century: Manager and Supervisor Levels (Campbell,
2005, 2006) explore the competencies needed by correctional leaders and identify the key
skills and behaviors related to each competency. To obtain a printed copy or download a
copy of either document, visit the NIC Web site, www.nicic.org.
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CHAPTER 5

Rubik’'s Cube® Model of
Strategic Planning®

Rubik’s Cube®, the puzzle with six differently colored sides and an internal
mechanism that allows the sides to be turned, is as fitting a model for
strategic planning as it is for organizational culture (see chapter 1). Turn
one side, and the relationships among the nine squares on each of the sides
change. The same is true in a facility. Any action you take or decision you
make affects the whole facility, even if it is not obvious at the time. Each
side of the Cube®, like each department in a facility, is unique, but all
sides—and all departments—are necessary to form the whole. Finally,
because the Cube® is a puzzle you solve with your head and hands, and a
dynamic puzzle with more than one solution, it aptly embodies a different
concept of planning: one that goes beyond creating a static document to
creating a new direction and new ways to achieve it. In the words of
Mintzberg and colleagues (1995), the Cube® Model of Strategic Planning
is a process of “crafting strategy.”

How Does the Cube® Model of Strategic
Planning Work?

The Cube® model associates a specific part of the planning process with
each of the six sides of the Cube®, as shown in exhibits 2 and 3. Strategic
thinking, which is needed for every aspect of planning, is associated

with the “gears” at the core of the cube. For each part of the planning
process/side of the Cube®, the model provides a set of nine questions
(reflecting the nine pieces that constitute each side of Rubik’s Cube®).

Six teams—one for each side of the Cube®—are established to explore and
respond to these questions. There is also a set of core questions on strategic
thinking that all the teams can respond to. Options for working with the
strategic thinking questions are discussed in this chapter (page 55) and in
chapter 6 (see “Begin With the Core Questions,” page 93). The model
encourages involving staff from all shifts and all departments in the plan-
ning process and including offenders where possible.

Any action you take
or decision you make
affects the whole

facility, even if it is not
obvious at the time.




Building Culture Strategically: A Team Approach for Corrections

Each set of questions in the model is guided by the overall purpose of the
work related to a specific part of the process. You will notice that some
questions appear on more than one side of the Cube® and that there is
some overlap in the work of the teams (see “Team Connections” at the end
of this chapter). This repetition and overlap are intentional. Some issues

Exhibit 2. Strategic Planning Model

Part of Planning
Process

Side/Color of Cube

Purpose

Strategic thinking

The gears: The core
of the strategic
planning cube

Clarify what strategic thinking means

in your facility, how it can be encouraged,
and the impact it will have on how the
facility works.

Setting the stage

Side 1: Green

Identify all that is necessary to encourage
strategic thinking and ensure effective
facilitywide planning in the context of your
facility’s culture and its external influences.

Identifying
strategic issues

Side 2: Red

Identify the challenges your facility faces;
the core competencies, skills, and values
necessary to meet those challenges; and
several strategic issues the facility needs
to address.

Charting the future

Side 3: Orange

Create perspective and context for the
planning work, set the vision for the future,
and prepare for change.

Crafting strategies

Side 4: Blue

Examine the effectiveness of the current
culture, programs, and services; identify
what needs to change; and consider how to
assess the changes that planning creates.

Bringing the
strategies to life

Side 5: White

Establish goals and objectives, consider
ways to bring strategic thinking into daily
operations, and ass